¢

Approved For Release 20%{01/31 . CIA-RDP78-04718A0001?‘0‘1'30132'—¥ﬁ",‘fj’"
\ | :

eew o,
FETE BN

4 December 1952

VEMORANDUM FOR: Assistant Deputy Director (Administration) P

SUBJECT: Briefing of Personnel Prior to Departure for |
Overseas Duty ~
: t> ?‘:?

I. PRCBLEM: i ' :

1. The purpose of this paper ia to analyze the briefing and pro-
cessing concept and procedure as currently practiced by CIA, to dotermine
the inadequacies thereof and the reasons therefor, and to recommend appro-
priate modifications and improvements,

II. ASSUMPTIONS:

1, It is virtuslly impossible to diaocuss the subject and problem
as stated because there is no Agency definition of the term "Briefing",
no common understanding of its implications end manifestations, and
consequently no sound basis for general understanding of the current
briefing situation in CIA, It is therefore necessery to make certain
basic assumptions for purposes of this study.

2, One factor essential to any discussion of the subject is the
determination of the kinds and quantities of detalled substantive infor-
mation an individual should, or musi, be given in preparation for his
transfer to an overseas post of duty,

3., A second essential factor must be the determination of the ex-
tent to which such substantive information has been provided elsevhere
in the CIA employee acclimatisation proceas through the Ageney Orienta-
tion and Indootrination procedures; formalized Agency Training Courses;
on-the-job training; and the general experience of the individual,

4. A third factor must be the determination of the extent to whioch
1% can be assumed that any given individual has absorbed sueh information
as has been made available to him through his exposure to the aforementioned
facilities,

5. When these factors have been determined, the residue of informe~-
tion essential to the overseas assignee must be incorporated in the briefing
information and system.

6. TFor purposes of this study, the term "briefing” shall be inter-
preted to mean the process of advising and assisting an individuel and his
dependents to arrange their personal affairs in the United States, to prepare
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themgelves and their property for overseas movement, to travel com-
fortably and conveniently to the overseas post, to establish reslcence,
to maeintain themselves under local living conditions for the entire
period of overseas duty, and to make reasonable psychological adjust-
ment to their environment,

III. FACTS:
1, Agency Priefing Concept and Definition,

a. At the present time, no distinctions are made among
enployee orientation and indoetrination, formal CIA training,
on-the-job training, and briefing in preparation for overseas
transfer,

b, There has been no organized attempt to determine and
define the kinds and auaentities of information en individual
needs to knovw in order to make an orderly transfer to a foreign
post of duty,

¢. There has been no attempt to isolate briefing, or re-
late it to informetion offered to the individual by other sources,

d, There is a tendeney to regard the Central Processing
Branch/Personnel Division Covert as the unit in the Agency sole-
1y responsible for the preparation of an individunal for assign-
ment to an overseas post of duty, This is a misconception to
the extent that it implies a responsibility beyond the striet
limitations of processing and imputes a responsibility for gen-
eral briefing.

2. Responsibility for Briefing of All Agency Personnel,

a, CIA hss not heretofore recognized its full responsi-
bility to assist the individual in making a tranafer from the
United States to an overseas post of duty with respect to the

problems involved in breaking up housekeepingz in the
United States and becoming established snd reasonably adjusted
in & foreign society,

b, There is evidence of lmproperly exercised supervisory
responsibility, Basically, it is the responsibllity of Vhe in-
dividual supervisor to ensure that persomnel under his superw
vision are properly oriented, indoctrinsted and trained. The
fact that CIA has provided orientation, training, and briefing
programs does not absolve the supervisor from his responsibility.
Procedures for centralized orientation, briefing, tralning, and
processing are provided as a service to facilitate Agency ad-
ministration, but it remains the responsibility of the indivi-
dual supervisor to ensure that personnel under his Jjurisdiction
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have been given maximum advantage of these services and
received all information essential to their personal wel-
fare as it is related to the duties and assignment they
must perform for this Agency.

¢, The Agency has never placed responsibility nor
delegeted authority for the organiszation, performance and
supervision of a cohesive program to prepare individuals for
asglgnment overseas,

(1) Some units of the Agency have unilaterally
attempted to give maximum assistance to persons trans-
ferring overseas, The Office of Communications, for
example, has developed a complete, formal procedure for
the speeific purpose of providing adequate preparation
for Commo persormel being assigned to its overseas sta-
tions, (See Pttachment 1,)

(2) 1In contrmat, some other units of the Agency
appear to be unconcerned and are willing to rely complete-
ly on the information an individual can collect for himself,
together with that whigh he will receive in the Central Pro-
cessing Pranch,

3. PBriefing of Contract Personnel,

a, Briefing and processing given to contract personnel
is completely informal and disorganized,

(1) Sscurity considerations prohibit the processing
of contract perscnnel in CIA areas and bulldings,

{(2) Such information as is given to contract person-
nel is presented by the individual case officer who is re-
sponsible for conducting the negotietions with the prospec-
tive contraector,

(3) The position of case officer is subject to a high
rate of turnover, Case officers are frequently persons who
are in the process of training while awaiting assignment
overseas, The most accurate information available indicates
that there is no formal, organized training available to
case officers which would qualify them to represent the
Agency in conducting eontract negotiations, There is no as-
surance that the majority of case officers have been adequately
trained in Agency perscnnel or finange policies, nor is there
any assurance that they have been adequately "briefed" them-
selves, not to mention their general qualifications to brief
prospective contractors,
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A. Briefing of Dependents,

a. CIA has neither recognized nor assumed responsibllity
for the briefing of dependente, On rare occasions, when depen-
dents are in the Washington area, and vhen the employee makes
the request, dependents may be processed through the Central
Processing Branch/Personnel Division Covert, In the vast major-
ity of cases, however, the informatlion made available to depen-
dents is transmitted through the employee, if at all,

DISCUSSION:
1. Agency Briefing Concept and Definition,

a. The very first and most essential problem with which
the ‘gency must be concernsd in this regard is the statement of
a clearly defined concept of briefing and what it purports to
accomplish, Briefing must be delimited to the extent that it
will be distinct from general orlentation, indoetrination axa
on-the-job training, ond will be supplementary to the actual
processing of an individual in preparing him to travel to an
overseas post of duty, In order that this may be accomplished,
there mst be a substantive analysis of the Agency personnel
policies, training courses, indoctrination and orientation pro-
cedures, and on-the-job training to which an individual is ex-
posed in the process of his acclimatization to CIA employment.
This is necessary becouse the content of briefing will be deter-
mined by what substantive additional informetion an individual
should have in order to effect his transfer oversess., (For
illustration, see Attachment 1,) By the time an individual is
tc be specifically prepared for an overseas assignment, it
should be possible to fairly assume that he is in command of,
and thoroughly familiar with, certain substantive, baslc infor-
mation which therefore need not be included in briefing materisls
and procedures. Obviously, it will be necessary to know what
this informstion and knowledge is before the concept and sub-
stantive content of comprehensive briefing cen be determined,

b. CIA must recognize that there is an Agency reeponsi-
bility to every individual assigned overseas. This responsibility
is personal to the individual and must be personalized to the ex-
tent that ecch person knows when, vhers, and how he iz going overw
sess; what he must do to be prepared to go; what he may encounter
en route; what he can generally expect to find upon arrival at
his post; and how his personal affairs vis-as-vis CIA will be
subgsquently administered,

e. Heretofore, CIA has largely neglected this responsibili-
ty to the individual and has concentreted merely on the formelized
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"processing" necessary to move the individusl, his family
and personsl effects, The Central Processing Branch is
responsible for these procedures which are of a purely
technical nature, There has been a tendency, however, to
assume that the Central Processing Branch would, in conjunc-
tion with its processing procedures, undertake all other
factors basic to proper preparation for overseas assignment,
This is a misconception. The Central Processing Branch 1s
not ecuipped, is not responsible, and should not be expected,
under present procedures, to perform any function other than
technical processing, Pressures have resulted in the assump-
tion of some additional functions by the Central FProcessing
Branch toward the provision of some personal guidance and
assistance, It must be emphasized, however, that to the
extent that the Central Processing Branch has introduced
supplementary informastion into its technical processing pro-
dures, it has performed a purely gratultous fnnction, the
responsibility for which lies elaevhere,

2. Responsibility for Priefing of All Agency Personnel,

a, DBefore resporasibility for briefing can be appropri-
ately assigned, it must bs clearly defined, and a carefully
delimited concept must be developed, If the definition set
forth in Assumption 6,, above, is accepted for purposes of this
paper, responsibility for briefing can be limited accordingly.

be The Central Processing Branch is currently responsi-
ble for the technical processing of employees necessary to
plaes then in a travel status to the point of destinatlon.
This includee, but is not limited to, such ltems as arranging
travel itinerary, procurement of passports, visas and tickets;
arranging for medical exsminations and inoculations, preparing
the foreign duty date sheet and explaining salary payments,
allowances, insurance, end other allotments, and other essential
financial matters; and for obtaining draft board and military
reserve permiseion for the person to leave the country in addi-
tion to other personnel matters. It is emphasized that these
responsibilities are purely processing, and that they should be
reatricted to that phase so far as Central Processing EBrench is
ccncegned. (See Attachments 12 and 15 for materiale currently
used,

¢. Responsibility for other briefing and prepsration for
overseas assignment resides with the individual supervisor cone
cerned, To a large extent, this responsibllity has been neglected,
and, in some ceses, completely ignored, There is no doubt that
this situation 18 at least partly due to the failure on the part
of the Agency to effectively assign the responsibility and give
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guidance and direction to the development of the concept, stan-
dards, or principles to govern briefing.

d, lack of Agency policy notwithstanding, some units of
the Agency have unilsterally developed detelled procedures and
corprehensive information for the briefing of overseas person-
nel, The Office of Commmunications, for example, has developed
and instituted ‘etailed procedures under the authority and
ymidanee of the Chief, Administrative Staff, (See attachment 11,)
The 07fice of Communications has established a detalled outlline
of information necessary for thorough briefing and has renuired
that 211 atations under Commo Jurisdiction submit post reports
in eonformance thereto. (See Attachment 2.) A copy of the Commo
outline, sample post reports, and a copy of the Commo briefing
procedure for integrated personnel are attached hereto (Attach-
mente 2 - 11) for illustrative purposes, These materials 1liu-
strate the kinds of materials and procedures esaential to adequate
briefing., Emeh srea desk is responsible for providing appropri-
ate briefing for each individual in the particular ares of cone
cern to that desk. The Administrative Staff, Office of Communi-
cations, however, has supervisory responsibility for exerclsing
appropriate controls and for ensuring that each individual as-
signed overseas anyvhere within Commo jurisdiction, has been
properly briefed and prepsred for his assignment.

¢, To the beat of our present knowledge, there is no com
parable system or procedure in the Office of Clandestine Services.
If there i3 a wvalid analogy, it would appear desirable that the
Chief, Admindstration, DD/P, be responsible for establishing com~
parable procedures to ensure that each individual in the Office
of Clandestine Services, has ‘an equal opportunity to be adequate-
ly prepared for his overseas assigmment,

f. In this genersl connection, it is possible that the
Central Processing Branch could provide valuable additional
services, If the various aree divisions fuifill thelr respon-
sibilities in making adeguate information available via post
reports, bibliographies, etc., the Central Processing Eranch
would seem the logical place for locating the materlals deve-
loped and prepared, In this manner, all possible information
ecould be made available to any individual, including the TDY
traveler who is preparing to transfer to a given forelgn area.
Nearly all information, except strictly operational and cover
briefing, could then be available at one central point. The
responsibility of the individual supervisor could then be directed
toward maintaining adequate information for placement in the Cenw
tral Processing Branch, ensuring that each employee under his juria-
diction has adequate oprortunity to teke advantage of the faecili-
ties thus aveilable, and determining that each individual has been
satisfactorily prepared for his assignuent through exposure to those
facilities,
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3. PRriefing of Contrect Fersosnel,

&, Priefing of eonirset personosl must be conducted
tatirely through the ease officer, It ie therefore the basic
responsibility of the supervisor of eaeh cage officer to ensure
that his case officers have adequate background, experience and
traimng to sufficiently qualify them to megotiate as represen-
tatives of this Agenoy, The superviser of eash oaps officer
must be held strietly accomntable for the representations made
i prospective vontrectors om behelf of the United States Coverpe
went ard CIA, Case officers shonld be thoroughly indegtrinated,
adoquately trained, experisnced personnel insofar ss possible,
It would seem to be most desirable to develop stability and
reduce turnover in the position of case officer in order to
ensurs consistent genersl Agency peliocies toward the recruit-
ment, negotiation and anasigmment of covert contract perscnnel,

by Case officers should be more thoroughly trained in
Agency recruliment and general pereonnal policles ag well as
thoroughly indoetrinsted in processing and briefing techniques,
The easce officer must awbetitute for persommel recruitmert,
seouri ty, indootrimation, Agency orientation, on-the-job training,
and evary other phase of the EZOD procedure whieh is available to
appointed persomnel, Fach dase officer ie & representative of
CIA, and, insafar as his necotistions with prospective contract
persomnel are comserned, the ease officer is, in effect, CIA
and wust therefore bs qualified to spesk with the authority and
kmm‘ of Cn. : s CL .

~ 8, There can be no doubt that a major part of the diffi-
culty in processing contract personnel is caused by feilure of
CIA %o clearly define contract principles and oovert. peracnnel
policiss, FPart XIV of the Confideptial Fundas Regulations defines
ocategoties of scontract personnel, but few prineiples or standsrds
for contraat personnel engugenent and no formal procedures for
contractual negotiation., There is no adequate source of informa-
tion, therefore, which could be used for training case officers
in this area, They must learn by bungling, and cannot, in present
circumstances, be held completely respowsible because the agency
hes not met its responaibdlities in this regard, These policies
and procedures should be formalized with the utmost dispateh if
case officer training and contraot negotiation are to be improved,

4. Briefin: of Dependents,

a.» Briefing of dependents presents an extrenely complie-
cated problem and raises the besio question of the desirability
of subjecting dependents to geourily olearance and some select
phases of E0D processing concurrently with the employee, There

-7-

- SEE;«:E:I

Approved For Release 200231431 1;“!§IA*RDP78-0471 8A000100130132-2
1 ,




Approved For Release 2002/01/31 : CIA-RDP78-04718A000100130132-2

IV,

are argurents which can be submlitted in juatification for such

a procedure generally, tut which are beyond the scope of this
study, For purposes here, it is enough to define the problem

of briefing as it relates to dependents in preparation for
overseas assignment of the employee upon whom they are dependent,

be For purposes of employee briefing, the secpe has al-
ready been limited to that phase which relates particularly to
his transfer overseas, This is partly based upon the assumption
t.at the employee has absorbed certain basic, substantive informa-
tion during the process of entering on duty, being oriented, inp-
doetrinated and tralned., Dependents do not have the benefit of
this acclimatizinc process,

¢. The basic determination essential for the igency to
make, therefore, is the extent to whish the Agency should assume
responsibility for briefing dependents. BHaving made this deter-
mination, 1t then becomes necessary to define the concept of dew
pendent briefing and the substantive material and information to
which they should be exposed. Iurther, it is essential that
special devices and procedures be developed to accomplish the
briefing of dependents,

d, HNot the least significant factor in the problem of
briefing dependents is their location, Dependents living or
available in the Washington erez can be relatively simply in-
Jected into Agency briefing processes available to employees,
Dependents who are not within reascnable tyaveling distance of
Washington, however, must be made knowledgable through some
other teehnique as yet undeterrmined,

e. The desirability of preparing briefing materials in
unclassified form is thereby emphasized, not only to meet the
needs of dependents distant from Washington, but for transmittal
to the enployee for his periodic review,

CONCIUSION:

1. The problem of briefing in CIA 1s multiple and complex and

requires comprehensive, detalled study for resolution,

V.

RECOM ENDATIONS s
1. That the Personnel Studies Staff of the Office of Personnel

be assigned the project of studylng the briefing problem toward the
development of an igency concept and definition of briefing, the esta-
blishment of necessary procedures, and the spprropriate placement of
responsibllity among units of the Ageney eoncerned with overseas axzsignees,
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2o That a prosedure be developed so that informstion needed to
provide proper briefing is secured on an ef{icient and timely basis
and is disiributed to the appropriate briefing points. This informe
tion is presently not uniformly available nor is it properly distrim
buted, Foreign Service post reports should be maintained on a '
basis, CIA should develop its own supplementary post revorts and a
system for securing reports from travelers so that information con-
cerning current problems and helpful suggestions on travel to every
point in the world is meintained,

3, That as much briefins material as rossible be reduced to
writing in the form of post reports, travel guldes, ete., and that
wherever possible such materia] be unclassified and be given to the
traveler for use by himself and his dependents, That bibliographies
be prepered listing recommended basic reading on every post or area
in order that persomnel may orient themselvas as much as possaibls to
the conditions they will encounter at their post of duty,

4 That a reading room be provided wherein all personnel ocan
study, review and take notes at their leisure on information which will
be necossary or useful to them,

5. That interviewers and advisgors be provided in the Central Prow
cessing Branch (as at the present time) to give personnel whatever BUp-
plementary advice, guldance and processing assistance as may be necessary.,

6. That a comprekensive chect list be devised covering the entire
concept of briefing as it mey be developed and be applied as a control
mechanic by Central Processing Branch to ensure fulfiliment of the
briefing program,

7. All briefing materials should be available to all case offi-
cers, EHach case officer should be required to thoroughly study all ine
formation releted to the area of his concern,

8., Division Chiefs and supervisory officials should be held
sirictly accountable for ensuring that complete, current information
is available to all individuals assigned within their Jurisdictiona,

9. Dependents in the Washington area should be rrocessed through
the Central Processing ¥raneh, and possibly should have aceess to the
proposed reading room, Security procedures might be sdopted to make this
possible. Dependents outside the Weshington area, where it is not fessie
ble to process them formally, should have materials msde available to
them through declassification of information, or by the extraction of
information by the employee for transmittal to his dependents,

10. Field installations should be encouraged to report situations
and evidences of faulty briefing and rrocessing to headquarters. The
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appropriate Administrative Of{ice should be the foesl point for the
receipt of these reports in order that such problems may be met on an
individual basis.

11, The Central Proecessing Branech, the Cover Division, Area Divisionms,
and all other units responsible for assignment of pursonnel overseas should
be charged with coordinste responsibility for the development of procedures
and maintenance of information essential to the briefing requirements of the
Ageney in conjunction with the study recommended in 1, above,

12, Prineciples and standerds for recruitment of contraet personnel
should be developed and formslized in conjunction with detalled procedures
for contractual negotiation., These policies and procedures should be avail-
able to all case officers and should be used as basie source material for the
develomnent of a compulsory training program for case officers,

1., There are attached for consideration in conjunction with this study

and future planming of briefing requirements methods, the following attachments:

Briefing:
1. Information about which overseas personnsl should heve
knowledge.

2. Commo - Questlonnaire and Post Report Outline,
3. Post Report for
4, Post Report for
5. Post Report for
6. Post Report for
7. FPost Report for
8. Post Report for
Post Report for

10, Post Report for
25X1A 11,
Chapter IV of Communications'! Procedures Manual,
12.. Central Processing Branch Outgoing Check Shest,
13. Central Processing Pranch Finance Briefing -
25X1A
14, Foreign Duty Data Sheet,

15. Central Progessing Branch Briefing
16, State Department Pemphlet -~ "What about Allowances?"
1/, GIA Pamphlet - "Your Job in CIA",

Special Assistant to the
Deputy Director (Admin,)

A
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